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ABSTRACT

The Identification of Leadership Strategies among Leaders of Successful Mergers or

Acquisitions
Andrew F. Luce
July 31, 2012
Thesis

_

Leadership Application Project

'/

Non-thesis (ML597) Project

This project investigates the leadership strategies used by leaders of successful mergers
or acquisitions. Fifteen current or fonner Augsburg MAL students who have participated

in

a merger or

acquisition were interviewed for this report. A significant cross section of

Upper Midwest industries was represented as well as diverse segments of management
among the interviewees.

Key techniques used by leaders include town-hall style meetings, integration or transition
teams, employee panels and intemal social media. Leader behaviors using these

mediums govern the successful dissemination of vital information and the integration or
creation of new corporate cultures. Effective leaders understand mergers or acquisitions
are about people and the delicate building of relationships within these cultures. Best

practices, new approaches and cornmon leader mistakes that occur during a merger are
examined against the experiences of the interviewees.
111

Preface

In this paper, the names of companies and individr"rals in unpublished exarnples have been
altered to ensure confidentiality. Actual names and places are used in published case
studies.
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II\TRODUCTIOI\

There was little doubt in my mind as I began the Master of Arts in Leadership (MAL)
program at Augsburg College in the fall of 2008, that I would design a final project
connected in some way to the leadership dynamic present in a merger or acquisition. As

I embarked on my review of the literature, I realized the body of research in this

area

deals mostly with large-scale combinations of multi-national companies. As a participant

in a national merger myself, it became obvious to me that a contribution to this area of
leadership would be enhanced by focusing on our region, the Upper Midwest. What
behaviors were exhibited by the leaders of successful mergers in our neighborhood?

What strategies were deployed in the local area that differed from what leaders did on the
national scene? As I thought about these questions, I reflected on my own role as a minor
player in a prominent airline merger that occurred a few years ago. Using my own
experience as a case study, I recalled with great detail the vivid leadership skills that
played out in front of me in the first months of the merger. Especially noteworthy was
our first meeting with the senior leadership of the other compafry, agathering

of

personalities that would set the stage for positive results and one that I describe in detail
below.

As a member of the Central Airlines' merger transition team, I eagerly awaited the start
of our first integration team meeting with our Trans Global Airlines' counterpafis at their
Savannah, Georgia headquarters. The key player arrived right on schedule and after

brief
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introductions and a few airline jokes, we got down to business. "George's plan for you
guys is simple", he said. "He wants best industry practice in all areas and an adopt-andgo philosophy. The date of corporate closure for this thing is probably going to be

around the end of this year and we want to obtain the FAA single operating certificate by
the end of '09, so we have our work cut out for us." A former fighter pilot and Air Force

Academy graduate, Captain Steve Jones delivered these words in a very matter-of-fact
manner, went on to field some thorny questions from our Detroit contingent and
promised to check in on us as our work progressed. A Georgetown University educated

lawyer with a line position as a Boeing737 Captain, Jones was Trans Global's Senior

Vice President of Flight Operations, reporting directly to our new Chief Executive
Officer, George Peterson. As Captain Jones bade us farewell, there was little doubt in
our minds that our roles on the Flight Operation's Integration Team would be under the
microscope for the next l8 months.

Recruited just weeks before, our team of eight Central Airlines instructor pilots was
matched with four of our counterparts from Trans Global Airlines to form what Trans

Global called the Flight Operations "A" team. Our "analysis" team would carry out
George Peterson's directive of determining the best practices of each organization and
recomrnending an end-state procedure or policy for 351 separate elements inside flight

operations. While our integration team's work was highly visible with its obvious safety
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oveftones,26 other teams around the company toiled long hours with equally heavy
tasks. Despite the rigorous nature of the work, w€ were all heartened by the fact that the
procedures from both companies would be judged on their own merits.

All organizations

have a colporate culture. In the merger process

it became clear that

a

significant difference in corporate culture existed between the two airlines. While all
airlines can attribute some of their procedures to early military aviation, Trans Global's
model for flight operations took much of its philosophy and some of its content from U.S,
lrtravy procedures. The philosophy at Central

Airlines was one of very standardrzed

procedures, a philosophy closer to what exists in another branch of the military, the U.S.

Air Force.

These differences were not insurmountable by any means, but they did

demand a gteat deal of time to reconcile and, at times, we got stuck. Our team leader

from the Central Airlines side was a veteran of a previous airline merger and showed up

right on cue during one these difficult moments. "We're more alike than we are
different," he said. "Go back to a coillmon point in the procedure, or look at the overall
intent and start again. Remember, there witl be several sets of eyes reviewing your work
before it goes to the Federal Aviation Administration

(FAA)." This leadership proved

priceless in an atmosphere charged with frequent bouts of tribalism, when "us" and

"them" would creep into the conversation. In hindsight, I am very grateful to Bill, our
team leader and a member of middle management, for his gentle guidance and

admonition that safety and good judgment trump any partisan divide. A veteran
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instructor and Airbus Captain in his own right, Bill would steer us back on course several
more times in the ensuing months as well as provide our team with "milestones" with

which we could gauge our progress.

Practicing classical servant leadership, Bill supported and guided our flight operation's
team by interfacing with the other integration team leaders and supplying our group with
a

real-time vision of the merger progress and process. Many of the best practices we

would recommend to our leadership had tentacles reaching across several divisions, a fact
that did not escape Bill's attention during our weekly cross divisional meetings. Sourcing
the best person to represent their area in our meetings was

Bill's specialty,

a skill that

allowed our team's aggressive meeting schedule to remain efficient and productive.

A mild mannered, hard working mid-westerner, Bill had a degree in physics and a knack
for drawing out the best in a person. Cultivating a sense of ownership in

a process that, at

times, bordered on the unwieldy was a skill of his that I began to notice. During our

weighty Friday morning conference calls with the senior leadership of Trans Global, it
was usually Bill who buffered us from the culturally generated criticism that often
appeared. In these instances,

Bill would very calmly articulate the rationale our team

used to arrive at a decision, while emphasizing

objectivity. And when it came time to

defend a recolnmendation our team had made,

Bill stood beside each one of us as we

argued the issue for which we were the champion. These were the moments, one by one,
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that revealed the merits of true leadership to me in the craziness of an airline merger.
These were the times that raised the question,
mergers?

"

"How do other leaders handle these

And, "What do the leaders of successful mergers or acquisitions do

differently from the others who fall short?" Certainly the numbers have to make

sense,

but most experts agree that the "human side" of the merger has to be given a great deal of
consideration if the deal is going to be successful.

Bill understood this;

some of the

others did, too.

Fortunately, we have first-rate corporations in the upper Midwest, some of which have
recently participated in either a merger or the acquisition of a smaller company. In the
course of my investigation, I was privileged to interview current or former

MAL

students

involved with some of these companies during these times of great change.

Leading change is the responsibility of the leader. The focus of my research is the

identification of leader behaviors or strategies that are present in successful mergers or
acquisitions. And with the spotlight on these leader actions, I believe our own MAL
students, both current and

fomer, are ideally suited to observe these leader behaviors

and

to participate in this study. With the ongoing study of leadership fresh in their minds,
our MAL population is in a unique position, one which allows them to observe and report
on leader actions through the lens of formal study. The feedback I have received from

the numerous interviews conducted has been enthusiastic and complete. Our student
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group is eager and determined to take their leadership skills out on the road in an effort to

improve their organization and set a higher example for followers. Leading others
through the thorny challenges encountered during a merger continues to present our
students with opportunities to excel and innovate.

Current and future leaders

will defy the odds if they complete

a career

without

encountering the challenges of combining two or more organizations in either the for-

profit or non-profit sectors. The natural uncertainty accompanying this transaction also
provides a marvelous opportunity for leaders to shine, to use their creative capacity and
formal training to guide their teams to success. It is my sincere hope that this small study

will contribute to the improvement of future leaders' knowledge in this area as well

as

provide a foundation upon which future investigations into corporate cultural integration
can be built.
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Literature Review
Multinational corporations, healthcare conglomerates, and even large universities are the
focus of much of the Iiterature undertaking the study of mergers and acquisitions. To
better define the scope of the investigation into leader behaviors, the investigator
concentrate on:

l) best practices,2)

will

new approaches, and 3) common mistakes made

during a merger. In addition, an emphasis will be placed on highlighting the results of a
particular practice or strategy in an effort to examine how and why a specific leader
action was effective. In most instances, only data from the last ten years

will

be used in

this review. New technology and practices, such as social media, continue to change the
business landscape and to affect the way leaders communicate, making speed and

accessibility to information, relevant to the discussion.

Best Practices by Leaders Involved in Mergers and Acquisitions
In recent years, the term "Best Practices" or "Best Industry Practice" has entered the
lexicon as a general technique for describing superior methods of business practice,

policy crafting and scenario planning. Often the best practices in certain business sectors
are better displayed as a template or simple

model. These arrangements make the

consideration and implementation for leaders somewhat easier as they can readily

visualize implementation, predict feedback and foresee results.
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Liz Thach and Mark Nyman (2001) describe leader behaviors using their unique merger
and acquisition

(M&A)

best practices leadership model. The six areas of the model

include: emotional acknowledgement, M&A sawy, creativity and involvement,
motivation and incentives, work and customer focus and, finally, coflrmunication cubed.
This final area of communication is given extra weight by the authors as they feel the
normal levels of pre-merger communications with followers need to triple during an

M&A

event.

Some of the elements of Thach and Nyman's model appeared in the investigator's

original interview data and deserve additional attention. Emotional acknowledgement is
listed first in their model for good reason. Thach and Nyman (2001) believe passionately
that leaders must be "authentic in their cofirmunication" and take extra measures to

validate followers feelings in order to maintain credibility throughout the evolution of the
merger ($. 147). They also believe that leaders should avoid the following "you must"
statements, such as: "you must not be angry...you must focus on

work" (Thach and

Nyman, 200 1 , p. 147) . Following this guidance builds trust, a key component in any
leader's repertoire and an element in many of the successful strategies used by effective
leaders.
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In addition to honest corrrmunications, the leader must also provide support resources for
the employees. Thach and Nyman (2001) emphasize the importance of reducing stress
through the use of modern Employee Assistance Plans (EAPs), support workshops and
the use of tipcharts. Along with acknowledging the emotional challenges of followers, a
leader needs to place more energy than usual into communications during this stressful

period, according to Thach and Nyman (2001). "Leaders need to increase the number of
staff meetings they hold in order to communicate updates about the progress.

. . even

if

the

news is there 'is no news" (Thach andNyman,2001, p. 148). In an effort to ramp-up
these colrununications and to gather relevant information, leaders should manage by

"walking around" in an effort to pick up feedback from employees informally during
hallway discussions and the like (Thach andNyman,2001). Another facet of this
conlmunication protocol is the leader's ability to facilitate open channels of
communication between upper management and the employees. Again, this arrangement
improves the trust among the different layers of management. "Leaders need not promise

that everything will be all right, but they should promise change and reco gnize that the
way they deal with the situation will impact how their employees behave" (Thach and
Nyman, 2001, p. 148).
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The final element of Thach and Nyman's model that requires further attention is M&A

savvy. This can best be described as a sixth sense a leader must develop during a time of
rapid change and uncertainty. While ensuring customers' needs are being met, leaders
need to be prepared for the politics and gamesmanship that exists when positions in the

company are at stake. "Leaders should recognize that some of this might well be directed
toward them, particularly if they are in a position to know about decisions before they are
made public" (Thach and Nym an, 2001 , p.

I

49).

The second key piece of the M&A

savvy section of the model is the recognition and appreciation of one's own limitations.
"Leaders should also expect that they, personally, will make more mistakes

- this is

normal during transition time as stress levels and uncertainty increases" (Thach and
Irlyman,2001, p. 149). Along with increased stress among the leaders, the longer the
merger "drags out", the greater the pain on everyone, which increases the likelihood

of

leader elrors (Thach and Nyman,200l). Continuing to maintain a focus on satisfuing

their customers and reassuring them that the company can still meet their needs is
important for retaining business and serves to reduce the daily pressures on the leaders.

On a different level from Thach and Nyman's leadership model is a set of best practices
developed by Richard M. DiGeorgio, an executive with Mobil Oil who spent 18 months

helping craft the strategy for the Exxon-Mobile merger of 1999. DiGeorgio (2002) takes
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a "systems approach" to addressing leader actions in merger situations by using the

following protocol: 1) identifying the keys to success at the beginning of amerger,2)
selecting a transition structure and 3) monitoring the integration phase and making
necessary adj ustments.

Culture fit and accountability are addressed first by using a very systematic template and
time table that describes leader behaviors in the first one hundred days of a merger.
DiGeorgio examines the crucial role cultural fit plays in predicting the success or demise

of a consolidation. "The bottom line on culture fit is that it is very important- a lot of
thought needs to go into it and at many levels of the organisation. In many situations,
companies should turn down targets based on lack of compatibility and the importance of

cultural fit to financial success in that business" (DiGeorgio, 2002, p.2G3).

With the emotionally heavy cultural issues addressed, DiGeorgio (2002) tackles the
question of using an "integration manager ot atransition structure" to ensure a successful

combination (p. 263). According to DiGeorgio {2002), this decision is governed by rhe
nature of the merger; such as a larger company overtaking a smaller one, or vice versa.
an integration manager is used, DiGeorgio (2002) describes a list of desirable attributes
he classifies as "integration managff competencies." This grouping includes traits such
as self-confidence, achievement drive,

political awareness, influence, change

management and conflict management. He also provides a rationale for greater

Augsburg Gollego Lrurary
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technical and functional awareness at the lower levels of an organization, while leaders in
upper management need to ensure they have a broader perspective in order to lead
change.

DiGeorgio (2002) also offers suggestions for measuring success and ideas for handling
people issues. Some of the most effective ideas are leader-sponsored employee

interviews and surveys, designed to capture the relevant feedback in a non-threatening
manner. An obvious veteran of many merger consultations, DiGeorgio takes a nononsense stance on specific leader duties and places a significant level of responsibility at

the feet of board members to ensure a systems approach is taking place. It appears his
experience is limited to large-scale mergers as his tone does not hint at compromise, a

trait that is given priority in other writings and studies.

Leadership models and best practices associated with mergers and acquisitions in the

international realm share much of the same challenges and opportunities for success as in
domestic combinations. One aspect of conducting business overseas that continually
presents a challenge, even when handled under the best of circumstances, is cultural

integration. Leaders who pro-actively manage the cultural differences that are sure to
manifest themselves in a multitude of ways

transition and a more stable workforce.

will

be richly rewarded with a smoother
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Sally Benjamin Young (2009) conducted a qualitative case study analysis of the 2009
acquisition of Chicago-based Ovation Pharmaceuticals by Denmark-based Lundbeck Inc.
According to Young Q1AD, this combination was unique as the leaders' overarching
philosophy was one of inclusiveness and aggressive advance planning on the human
capital side of the equation.

The Dutch were eager to overcome the cultural difficulties that accompany any

acquisition of this type and they proactively communicated their plans for the companies'
futures very early in the process. Young (2009) identifies four key phases Lundbeck Inc.
crafted to minimrze the stress on the American employees and to increase the odds of
creating rapid harmonization: 1) setting the stage, 2) preparing for the deal, 3) proactively

deploying, and 4) integration and beyond (p. 29-31).

In the first phase, "setting the stage," the emphasis is placed on direct, simple
cornmunications practices that Young calls "line of sight" (Young, 2009). Leaders talk to

their team members about the "why" behind the merger decision as well as about what to
expect concerning end-state systems and structure (Young, 2009). A core element of
these discussions is an explanation of Lundbeck's "vision, mission, strategy and key

initiatives" (Young,2009, p.29). Expressing the strategic business plan early on allows
team members to identify where they fit in within the new, evolving company.
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In the early days of Phase 1 , Young (2009) reports that a "message platform" was devised
to circulate throughout the company' s internal communications channels to keep
employees abreast of developments and to reinforce the connection to the company's

mission. "The (mission) story was validated and reinforced externally through articles in
major media and through awards and speaking engagements recognizing the company's
innovative business model" (Young, 2009 , p. 29).

Along with these electronic communications, Lundbeck created a "one page strategy
map" that illustrated corporate goals down to departmental goals, allowing employees to
see

precisely where and how their contributions would be made (Young, 2009).

Along with the strategy map, managers were given "tool kits" and 'ocompetency models"
that enabled them to better illustrate the success indicators as well as to drive new
dialogue (Young,2009). The competency models proved very useful in both "...hiring
and in performance reviews" (Young,2009, p.

29). In sum, the map, toolkit and

competency model were especially useful to middle management leaders in
disseminating the new direction of the company and for providing a physical depiction

of

how each worker's contribution would fit into the corporate strategy. Young emphasizes
the importance of creating a "vested interest" in the company by using these practices to

build trust in the new atmosphere (Young, 2009).
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After laying a robust groundwork in the first phase, the second and third

phases,

"preparing for the deal and proactively deploying," went very smoothly and were well
supported by members of upper management from both companies (Youn g, 2009). The

first day of integration was planned in great detail as Young explains: "...synchronizing
the message and communications strategy, refining the materials and developing an hour-

by-hour plan for 'Day One' was far simpler than having to draft everything from scratch

at the last minute" (Young, 2009, p. 30) In addition to this detailed logistical plan,
members of the senior leadership from Copenhagen and Deerfield,

IL. were present to

lend support.

In the deployment phase, additional written materials were distributed to employees to
answer questions such as, "'What does this mean to me?" (Youn g, 2009). According to

Young, these efforts helped reduce the stress
employees as the merger began

of new concerns

present among the

to gain traction. Young points out an additional step

management was taking in "...equipping managers with the materials they needed helped

minimize individual preoccupation that otherwise could have adversely impacted
productivity and commitment" (Young, 2009, p. 30). Young does not go into great detail
about what these "materials" are. The investigator has his doubts about how effective
these tools may have been and how they functioned to keep an individual on task during a

time of great change; however, a very positively received strategy used during this time
period was a town-hall style meeting conducted by the new CEO.
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Employees were given even more support following the town hall by engaging in break-

out sessions with their respective department heads, who were abte to put all they had
heard into a personal, departmental context.

As the date of corporate closure approached, other best practices were marshaled to get
the critical integration phase off to a flying start. This critical phase was given extra
attention by the leadership and multiple integration surveys were conducted to measure

"the impact of the integration and identify emerging issues" (Young,2009, p.

3l).

The

results of the surveys drove the actions of the newly-formed integration team. Early tasks

included establishing a definitive timeline for human resource questions and conducting
numerous interviews

in a company-wide cultural assessment initiative. The senior

leadership continued to be very sensitive to the changes in corporate culture that can
derail a merger in its first fragile months.

Young (2009) states that the data from the interviews "yielded quantifiable results that
were graphed to show key areas of similarity and difference, which helped identifu

opportunities for action planning" (p. 3l

).

The results were also used in a "culture

workshop" to determine the end-state target culture for the new organtzation (Young,

2009). Young admits there remains a great deal of work to complete in this area, but she
believes that proactively managing the emerging culture helps to ensure the survival of
the new company.
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Embracing many components of Thach and Nyman's leadership model and a few of the
best practices of the Lundbeck-Ovation combination, the merger of JPMorgan and Chase

Manhattan Banks in 2000 illustrates the importance of pre-merger planning. The leaders

of this merger pro-actively guided the process by taking lessons from the merger of
Chase Manhattan and Chemical Bank that occurred

in

1995.

The leaders of the Chase-Chemical merger wasted little time in adopting a best practices
mindset when they selected the "Chase" name and its prestige over the financially

dominant Chemical Bank. Mark J. Epstein (2004) discusses critical best practices
adopted by the progressive leadership teams from both JPMorgan and Chase Banks in his

2004 case study. Drawing examples from the fallout of the Daimler-Chrysler and AOL-

Time Warner fiascos, Epstein (2004) recognizes the conscientious effort of the leadership
teams to prioritize cultural

fit along with the financial

due diligence in the pre-merger

planning process. Chief among the culturai considerations was the "merger of equals"

philosophy assigned to the entire process as guiding principle for the execution of the
consolidation (Epstein,2004). Tangible evidence of this commitment occurred when the
name of the new entity was announced to be "JPMorganChase" very early in the process
(Epstein ,2004).

In addition to beginning the merger process on equal footing, Epstein (2004) promotes
additional best practices by using his "five drivers of corporate integration" matrix, a
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cross reference tool which aligns his five principles with their use in a merger, acquisition

or conglomerate application (p. 180). Epstein (2004) advocates the use of the following

five "drivers" for leaders in a consolidation: 1) integration strategy, 2) integration team,
3) communication, 4) speed, 5) aligned measures. Many facets of these elements are
deeply tied to the human side of the merger and are relevant to this discussion (p. 180).

One of these elements is the decision by the leaders to allow themselves to begin the
process with a "clean slate" and to choose the best practices of each company and move

forward (Epstein,2A04). This idea is at the heart of Epstein's #1 category which
describes the overall strategy: Epstein, (2004) explains , " ...JPMorgan deferred to Chase

in many of the key structural decisions due to their experience in post-merger integration

(with Chemical Bank). This, however, was not viewed by JPMorganChase as a weakness
of the process" (p. 183). This statement clearly demonstrates the faith the JPMorgan
team had in their Chase counterparts to steer the ship in the right direction as they began

the integration process.

Closely tied to the integration strategy is the use of integration teams in Epstetn's #2

category. According to Epstein (2004), the integration teams functioned in a "discrete"
manner to facilitate the culling of best practices from their decentrahzed locations. Well

funded and operating with a great deal of autonoffiy, these teams focused on specific

"lines of business (LOB), geographical and functional areas" (Epstein, 2004). The teams
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were given "scorecards, milestones, and targets" to
business and overseas locations that allowed them

as they moved among

lines of

communicate efficiently about the

progress of the merger (Epstein ,2004, p. 183).

In addition to these tools used by the integration

senior leaders pro-actively

communicated to their people the status of the

proceedings as part of Epstein's

#3 calegory: "Every member of senior management choed the impofiance of overcomffrunication in discussions of the merger and po
Communication throughout the merger was co
and multiple channels with the goal of achieving a

merger integration.
across multiple constituencies
and constant message"

(Epstein, 2004, p. 1 B3).

Prior to and during the integration process, decisions

ust be made quickly to quell the

rurnor mill and to maintain a sense of stability. In hi #4 category Epstein (2004)
articulates two important examples concerning

"The first 25-50 positions were to be selected right
avoided as much as possible because JPMC manag

decisions about the top ranks,

y, and co-heads were to be
saw this as a key mistake of the

recent Citigroup merger. In some cases, however, co-heads were instituted, at least

temporarily, to preserve revenue. Top management teams were established immediately
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following the agreement. Further, the business model was completely defined and
articulated before the announcement..." (p.

1B

1). These key decisions, made early on,

serve to reduce the stress on leaders fearful for their own futures.

Along with timely decisions, Epstein's #5 category speaks to the use of aligned measures
to ensure the capture of synergies during the merger process. Key among these are the
feedback components used to gauge the "success" of the merger in real time, in addition

to post merger feedback protocols. Epstein (2004) describes the process, "In a letter to
employees, Chase stressed the worldwide ambitions of the merged company. ".Chase

tried to build confidence and allay fears by attaching a copy of J.P. Morgan's letter to its
employees, opening an email box for questions, and reminding employees of the success

of past mergers" (Epstein, 2004, p.184). The financial aspects of this merger were
overwhelmingly positive, despite the begirurings of an economic downturn in the 20002001 timeframe. Epstein (2004) describes the worker experience, "In the area of
personnel decisions, employee satisfaction with the merger was high and cultural barriers
were quickly eliminated" (p. 186). After acquiring BankOne in 2004, JPMorganChase is

now the largest bank in the United States in terms of assets.

F{ew Approaches hy Leaders in Mergers and Acquisitions
The identification and implementation of best practices goes a long way in contributing
to the success of a consolidation, but the business landscape is continually evolving,
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1

improving, and becoming more reliant on technological advancements. The organizations

that decide against keeping pace with these innovations risk alienating their customer
base and

stifling their employees with obsolete toolsets. The technology improvements

over the last l5 years have ushered in a new international business landscape as wel1. As
more and more companies "go global," the more adaptive and innovative companies here

in the United States and other Western nations must become in order to compete. From
the use of social media for improved communications to the altering of expectations

when considering an international merger, new leader approaches are needed for
functioning in a more complex business environment.

Nirmalya Kumar (2009) conducted a qualitative case study of the acquisition of Atlantabased Novelis

by India's mammoth Hindalco. Cited as a key example in an emerging

M&A dynamic, the Hindalco deal is a harbinger of international deals to come to
American shores, according to Kumar (Kumar, 2009), Referred to as an "Emerging
Giant", Hindalco and other companies from developing countries in Asia and Afri ca are
acquiring American companies, among others, to increase their competencies and to
harness technologically advanced manufacturing techniques (Kumar, 2009). While

acquiring another company

to prop up a weak

area

in the parent

company

is

not

necessarily a new idea, the way the rest of the acquisition develops encompasses many
new elements.

Leadership Strate gtes 22

Kumar (2009) asserts that the underlying philosophy and expectations differ greatly
among the emerging giant companies when compared to Western companies. The Asian
companies do not expect instant results and are very patient when

it

comes to reaping a

return on their Western acquisition. Kumar (2009) interviewed a member of the senior
leadership within Hindalco who said,

"I'm not worried. Investors may have

a short term

perspective, but my vision is to build a world class company that is still the leader four
decades from

now"

(p 1 19). Kumar

goes on to acknowledge the danger of this strategy:

"One downside of this approach is that if the logic driving an acquisition is flawed, it will
be too late before the company rcalizes its mistake" (Kumar, 2A0g,p. 119).

While patiently waiting for a retum on investment, the tactics used during the merger
process differed slightly from traditional

several integration teams

M&A practices. Normaily,

leaders make use

to reconcile differences between two companies;

of

however,

Hindalco and Novelis used only a few, mostly to iron out tax differences for reporting
purposes. Beyond this, the integration of the two companies moved ahead very slowly
with the companies finding "common ground" as a result of sharing best practices in the
financial areas (Kumar, 2009). A stark contrast from the traditional approach appears in
the integration efforts outside of the financials: "Hindalco doesn't disturb an acquisition's
management structure, systems or people unless necessary. For example, it kept Novelis

people in all the top management jobs there, including COO Martha Finn Brooks, who
has held her position since 2005" (Kumar, 2009,

p. 120). Kumar goes on to say that in
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the first six months, only two changes occurred-neither involving changes in

the

leadership at Novelis. The leaders of Hindalco are inclined, in line with their philosophy,

to watch and to learn from the companies they acquire. Unlike Western

companies

which typically rush in an efforl to transform and to re-brand the acquired company,
Hindalco and others initially make few changes to the companies with which they merge.

Kumar (2009) cites the "fast growing home markets" of these countries as the rationale

for less interference on the part of Hindalco leaders. The companies acquired under this
philosophy are usually strong market performers in their respective sectors and Hindalco

and other "emerging giants" san generate demand

in their home

countries to take

advantage of lower operating costs there (Kumar, 2009).

Hindalco's strategy appears to be working. Having weathered the economic downturn of
recent years, Novelis posted a healthy prof,rt for 201 1 and as of late 2010, only five mid-

level managers have transferred to Novelis from Hindalco (Datta and Anand,2010).
Novelis continues to operate as a subsidiary of Hindalco and the new approaches of the
leadership have driven recent changes

to the company's business strategy. Novelis

is

slowly shifting its attention to the rising demand for aluminum in the automobile
industry, which prizes the light weight metal for performance increases. Furthermore, the
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demand for rolled aluminum used in soda cans is expected to decline over the next three

to five years, making this business shift a logical choice (Datta and Anand,2010).

Along with changing their expectations for the execution of international mergers, leaders
need to consider the use

of different forms of social media to better reach all of their

constituents. Effective use of the many media tools available can serve leaders well as a

new approach to handling the tricky cultural differences that appear in nearly every
merger or acquisition.

Alistair Moffat and Adrian Mclean (2009) conducted a case study over an 18 month
period of the merger between Nokia's Networks Business Group and the carrier-related
businesses of Siemens Communications. Nokia Siemens Networks (I',ISN) became one

of

the largest telecommunications companies (telecoms) in the world with over 60,000
employees and a substantial market share around the globe (Moffat and Mclean, 2009).

What makes this company's story interesting and relevant is the progressive, innovative
attitude of the CEO, Simon Beresford-Wylier and his senior leadership team.

I

Before joining Nokia in i998, Beresford-Wylie served as CEO of India's hrst cellular service provider,
Modi Telstra, a company formed as a jornt venture between india's ModiCorp and Australia's mammoth
telecom company, Telstra. After joining Nokia, Beresford-Wylie held several leadership positions in

different divisions such as the Infrastructure Business Group and Customer Operations for Nokia Networks
before being named CEO of Nokia Siemens Networks in 2A07.
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With a reputation as a "results-oriented business leader", Beresford-Wylie was eager to
see his merger come together

in a smooth,

controlled manner (Schrempf,

201 1).

Envisioning a cultural meltdown between the Finns and the Germans, Beresford-Wylie

was "...determined to set an inclusive tone and encourage a sense of widespread
ownership of the new NSN culture" (Moffat and Mclean, 2009,

Beresford-Wylie and his team were eager

p. 537). In addition,

to differentiate themselves from their

competition and viewed the vast resources of their new employee group as a tremendous
advantage for doing

so. The question for the leaders was how to go about utilizing the

talents available to them

in a constructive, multi-dimensional way.

Beresford-Wylie

decided the answer was to create a new culture, one that reflected the values of the newly

formed company and one that did not merely harness the "best of both thinking" (Moffat
and

Mclean, 2009, p. 535).

Unlike almost every other merger or acquisition, culfural formation, not integration, was
what the determined Beresford-Wylie thought about during his waking hours. Once his

team had coalesced around his vision, they set

off to

determine the most efficient

communication strategy, ever mindful of the high rate of merger failures that had begun

with a culture clash. Moffat and Mclean, authors of this study as well as consultants,
were part of a group charged with turning the CEO's vision into a tangible plan of action.
The two identified three challenges: participation, connection and leading/co-creating.
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Of these, leading/co-creating is the most relevant to the discussion. The question arises,

"How to provide legitimate leadership while inviting and allowing the
participation

of all

employees

active

in the process?" (Moffat and Mclean, 2009, p. 538).

Moffat and Mclean (2009) suggest the following response: "One of the paradoxes of
leadership-followership dynamics in these situations is that employees can look to leaders

for direction and reassurance while also wanting to exert influence and to be heard" (p.
538).

To tackle these questions in a timely fashion, CEO Beresford-Wylie decided

both

cultures would be examined by a respective team making up a cross-section of each
company's employees, from vice presidents to assistants. The results of these inquiries
were aired in multiple single-day workshops and executive conferences; Beresford-Wylie
realized this was about as far as he could go until government regulators gave their final
approval for the merger. In preparation for the approval they were confident would come

quickly, Beresford-Wylie and his team began laying the groundwork for what amounted
to a cultural summit at Siemens' headquarters in Munich.

The gathering in Munich occurred shortly after government approval

in

2007, and

Beresford-Wylie was eager to get the cornmunications piece off the ground. Embracing
l

the suggestions of the consultants and others, the CEO authorized the implementation of
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"The Culture Square", a company-wide social networking platform that operated within
the company intranet (Moffat and Mclean, 2009).

Capitahzing on the accessibility of this medium, Beresford-Wylie and his team could

monitor and contribute to the organic growth of the new culture. While not always
pleasant to view, the Culture Square "legitimized the shadow conversations taking place"

and gave the leadership real-time feedback on the progress of the merger in the minds

the workers (Moffat and Mclean,2009,

p.Sa\.

of

Of note were a few instances of very

strong feelings being shared and a concern among management that the Culture Square
was being used for "subversive pulposes" (Moffat and Mclean, 2009,

p. 542). In the

end, the site was never censored or taken down, and after a time it began to self-regulate

with regular users making it the "most frequently visited site in the new company
intranet" (Moffat and Mcl-ean, 2009,p.5a2).

Was CEO Beresford-Wylie successful in his strategy to construct a new culture instead of

to reach for the best practices of both companies and to let that dynamic dictate

the

culture that would develop? One year after the merger, an employee "engagement
survey" found that

B2o/o

of the respondents "fully supported" hlSN values (Moffat and

Mclean,2009, p.5a5). Moffat and Mclean ascribe this high number to the following:
"The values were neither imposed from the top-down, nor were they a product of a
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bottom up process. Their co-creation through an inclusive, pan-company, process made

for an exceptionally high level of ownership" (Moffat and Mclean, 2009, p. 545).

With the published values in place, Beresford-Wylie oversaw the creation of "value
ambassadors", volunteers charged with coaching new managers and board members in

"behavioral descriptors" (Moffat and Mclean, 2009).

In

addition to the

values

component, the "active and demonstrable sponsorship of the CEO and the senior team"

was a crucial part of the success story, according to Moffat and Mclean (2009). The

prompt activation of the social media platform eliminated many pitfalls associated with

typical cultural integrations: "...the forum hetd the darker feelings felt by many

and,

ironically, ultimately fostered a sense of connectivity and community" (Moffat

and

Mclean , 2009, p.

548)2

Common Mistakes by Leaders in Mergers or Acquisitions
Many leaders plan, discuss and visualize the execution of their merger long before it is
announced

to the public or to their employees. Often they hold meetings with the

stakeholders to sound out any problems discovered in the initial planning phases, but the

true dynamics of a merger never reveal themselves until the process stafts to unfold and
people's lives begin to change. Having contingency plans in place for dealing with

' Simon Beresford-Wylie

left NSN in 2009. Since that time the company has experienced financial
challenges along with the rest of this sector. NSN acquired the wireless equipment portion of Motorola in
201 I and announced a restructuring later that year which includes a headcount reduction of 17000
errrployees,23%o of its workforce, by the end of 2013.
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unexpected problems

is one mitigation technique, but leaders need to recognize

acknowledge that mistakes

and

will be made and a flexible mindset must be maintained in

order to react appropriately.

Caroline Lafforet and Ruth Wageman (2009) define several of the potential pitfalls that

have destroyed or stunted mergers

in the last few

years. Citing their own empirical

research, Lafforet and Wageman confirm that despite recent research revealing the

importance

of softer side "people issues",

these are the concerns being ignored.

According to Lafforet and Wageman's (2009) study, 93 percent of the 200 global
executives surveyed reported doing due diligence on the financials, while just 22 percent
bothered to assess the culture or people side of the merger (Lafforet and Wageman,2009,

p. 44). They further point out in their study the equally dismal figures following

the

merger: "While 55 percent of the top executives focused on such issues as integration of

IT systems, only

13 percent made the engagement and integration

and the workforce a high

of senior management

priority" (Lafforet and wageman,2009,p.44).

Lafforet and Wageman (2009) focus on four key areas of consideration: "Treating the
integration strategy as taboo, creating fault lines at the top, taking too long to determine

which roles and people should stay and failure to recognize that mergers are about
relationships"

(p. 45). Lafforet and Wageman's (2009) first point, "Treating

the

integration strategy as taboo," addresses leaders' reluctance to speak about their merger
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or acquisition in direct terms. Speaking about the integration strategy as a'Joint venture",

for example, when one company is clearly the controlling entity is dishonest and confuses
employees. According to Lafforet and Wageman (2009), "a certain amount of emotional
intelligence" is required when broaching these topics; Ieaders are understandably nervous
about scaring off their star performers when they smell trouble fu. a5).

If

leaders are not

forthright in their description of the consolidation, they may be viewed as untrustworthy,
a condition which can produce its own set of problems.

If the CEO fails to communicate

the honest facts or just assumes the rest of his/her leadership team is like-minded, what

Lafforet and Wageman (2009) call "fault lines" will develop (p.45). This is a dynamic

that occurs when senior leaders around a company send contradictory signals to their
team members in an effort to advance their own agenda. In the absence of clear guidance

from their leader, nervous team leaders often default to a preservation strategy in

an

attempt to cling to familiar practices and procedures from their respective company.

The obvious fix for this fracturing at the top is clear, decisive leader action that builds a

"unified team" early

in the process

(Lafforet and Wageman, 2009). Lafforet and

Wageman (2009) describe the ideal situation: "Leaders
assessed the

of the successful

mergers

top executives of both partners against the mission of the new entity. Axd

they did it before the merger, instead of waiting until fault lines began emerging" (p. 4B).
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Followers

will observe the "buy-in" of the leaders and the trickle-down

effects will

produce positive psychological results among these employees as they receive
consistent, standardized message from their leaders. Additionally, workers
greater confidence in their leaders

will

a

gain

if they are not receiving mixed messages and are

constantly being subjected to changes of priority or

policy. Ensuring the leaders

are

unified behind the core values of the company is critical, but the CEO needs to identifii

the mernbers of his/her leadership team early in order to prevent a possible exodus.
Lafforet and Wageman (2009) explain the dangers of waiting too long to identify endstate positions: "...waiting made

deployment

of talent to make

it impossible for those responsible for assessment

decisions, share information,

and

or align across entities.

Worse, key individuals and groups...the very ones who had driven past success- departed

in droves" (p. 46).

Another critical point Lafforet and Wageman (2009) make with respect to deciding who

stays and who goes

is the recognition and acknowledgement that much of the

productivity is bolstered by the group dynamic: "...the great capabilities are contained in
groups

of people who know each other, know how to work together, and use their

connections to create innovative solutions to organizational problems. The best mergers

left key leaders with their teams" fu. a9). The flip side of this argument is also true;
leaders must be able to identifu dysfunctional teams or teams in which negative attitudes
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prevail. Leaders who take action to curb or to eliminate troublesome teams will reap the
benefits of these decisions: "...the leaders identified where the internal resistance and
resentment lay and took steps to address it. They broke the negative rumor networks and
encouraged the healthy ones" (Lafforet and Wageman,2009, p. 4g).

Conclusion
The best practices, new approaches and common mistakes articulated in the case studies
above provide a solid foundation for which future studies on leadership in the domestic

and international spheres can be

built. Most of these published

case stuidies deal with

large, multi-national corporations. In the "Findings and Data Analysis" section of this
paper, the investigator discusses how some of the elements discovered in the Literature
Review have been put into practice with smaller companies located in the upper Midwest.
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Methodology

This research proposes to investigate and identify leadership strategies among leaders of
successful mergers and acquisitions. The investigator conducted 15 semi-structured

interviews during a three week time period with current and former students in Augsburg
College's Master of Arts in Leadership Program (MAL). Only students who had
firsthand merger or acquisition experience were interviewed in accordance with the

investigator's proposal authorized by Augsburg College's Institutional Review Board.

(IRB approval # 2012-36-2)

In addition to the IRB application, the investigator's recruitment email letter, list of
interview questions and informed consent document were approved by the IRB and
copies of each of these documents can be found in the appendix section of this paper

Following IRB approval, the investigator was provided excellent support by Patty Park,

MAL

and Irlursing Programs Coordinator, in coordinating a mass email directed to

current and former MAL students who had participated in a merger or acquisition. The

fifteen students interviewed for this project responded to the investigator on their own

initiative, using email as the medium of communication. Eleven of the fifteen interviews
were conducted face-to -face and four were conducted over the telephone.
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The interviews were recorded with the permission of the interviewees and this was
documented in writing or via consent over the phone. The investigator took written notes

during the interviews and these, along with the digital recording device, will be kept in a
locked file and later destroyed in accordance with the IRB stipulations.

The investigator

will analyze the data from the interviews

and his written notes to

determine what leader behaviors were evident among the leaders the investigator
determines were part of a successful merger. The "success" of the merger

will

be defined

by the interviewees assessment of their own experience. The investigator will respect the
professional judgment of the MAL participants in classifuing their own consolidation as

"successful" or "unsuccessful." These findings will be presented in the following
section titled "Findings and Data analysis".
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Findings and Data Analysis

General 0bservations
All fifteen interviews conducted yielded useful data, some more than others. Eleven of
the interviewees felt that their merger or acquisition experience was a successful one.
Comparing their situation before and after the merger as well as the company's financial
health was how most interviewees concluded they were part of a successful

consolidation. The industries represented in this study range from human resources
consulting and non-profits to healthcare and investment banking. Most of the
interviewees have been with their respective companies for several years and are based in
the Upper Midwest, providing the investigator with a desired regional perspective. The

proximity between the merger and the time of these interviews is relatively short, with an
average elapsed time af 6.4 years, allowing the interviewees to recall a great deal

of

detail.

Key Findings
Use of a "Town

Hall" Style Meeting

The town hall style meeting was the most commonly reported means of disseminating

information before, during or after the merger or acquisition. Most respondents reported
these meetings were very well attended and were a good use of their

time. An important
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element repeated in many interviews was the necessary presence of the CEO and not the

Chief Information Officer (CIO) or the Chief Operating Officer (COO). This

clarification was raised with respect to restructuring or layoffs that might occur due to the
merger. The respondents were sensitive to the notion that the CEO would "trot out" the
CIO or COO to deliver the "bad news" in his/her stead. This occurred in only one
instance. On the positive side, the workers were eager to hear the details of the merger
from the CEO; this direct approach fostered credibility as the employees could observe
the body language, tone of voice and overall mannerisms of their leader. The leaders

who spoke to the tough issues up front and ensured they were well ahead of the thorny
issues such as "who stays and who goes" were held in higher regard by the interviewees.

One of the details most anticipated was the release of the organization chart, reported by
one observer to be the

"highlight" of the meeting

as its introduction had been delayed,

raising questions about uncertainty at the top levels. One of the respondents commented,
"The most valuable aspect of the town hall was exposure to senior leadership and
reassurance. Seeing

if I could be 'on board' with the go forward vision of the combined

companies." Most viewed the town halls as effective delivery methods of key
information during the course of the consolidation, the experience becoming more
valuable when question and answer segments were included or previously submitted
questions were answered in person during the meeting.
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In many instances, as the merger process unfolded, the CEO provided a town hall
meeting on live, intra-company television. In two of the companies represented by the
interviewees, this medium was very well received, given the time-critical nature

of

information at the time. As would be expected, the employees also had access to a town
hall web portal, allowing for later viewing of the CEO's remarks. In four cases, the
senior leadership team aggressively kept their employees informed by using either live or
taped town hall meetings once a month during the high-stress portion of the

consolidation. In two circumstances, in which the interviewees were engaged in very
time critical integration procedures, the CEO issued a video acknowledging their efforts

following significant "conversions" of customer information over multiple weekends.
This recognition and acknowledgement went a long way with these individuals as they
appreciated not being

"lost" in the noise of the merger.

Recognition of employee contributions was a method some of the CEO's used to open a
town hall meeting, a venue which many of the respondents used to examine the
trustworthiness of the CEO. One interview participant remarked, "He was there for the
common folk", when reflecting on the CEO's attitude toward his customers and citing his
(the CEO's) Midwest upbringing. The same CEO remarked in anothertown hall,

"I am

more like you", agairt referring to the majority of his customers as opposed to the elite.

According to two of the participants, it was just this type of candor, revealed in this
setting, that bolstered their confidence during a difficult time.
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Another topic of town hall meetings the interviewees brought up multiple times was the
attention paid by CEO's to brand image. Along with layoffs and benefit questions, this
was one area the leadership teams addressed with passion. Fueled by speculation of what
the surviving entity would be called, the CEOs who addressed this topic early gained the
confidence of their workforce and put to rest questions surrounding identity, allowing the
new culture a chance to begin forming. Using branding as the discussion topic, the
CEOs, on two occasions, brought in an employee panel as part of the town hall
discussion forum. This dynamic was viewed favorably and generated great discussion as

it opened up a broader dialogue most participants felt they could engage in. In these two
instances, the panel members were also members of their department's integration team,

making the discussion much more relevant for those attending the meeting.

Use of integration teams

While the CEOs relied on town hall meetings to communicate important, timely
information to the masses, the respondents indicated much of the "nuts and bolts" work
behind the scenes was being handled by integration teams. Most of the integration teams
used were internal employees who knew their respective companies very

well. In several

instances, the work of the integration teams went somewhat unnoticed by the employee

groups as they were prohibited from disclosing their activities until the merger had been
approved by government regulators. Outside of these situations, the participants had a
favorable opinion of their respective company's use of these teams. Many felt the
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integration teams drove the use of best practices and gap analysis efforts. In addition, the
decisions to incotporate different practices learned from another company and the closing

of the performance gaps sparked the beginnings of a cultural shift in the opinion of many.

Scouting the use of best practices and identifying operational efficiencies were usually
the goals of these teams, according to the respondents. As the integration teams made

their decisions or recommendations to senior leaders, some feedback was delivered to
employees via the town hall meetings. Most company's teams tackled the entire array

of

concerns an employer would have, from human resources to operational and technical
sectors to safety and security. Concurrently, a separate group in two of the companies

drove ahead in a full fledged gap analysis, seeking operational efficiencies along with and
outside the efforts of the integration teams. The logic in this parlicular industry was to
open the door to any new idea the team members felt was appropriate.

In one interesting case, at the conclusion of the integration team's work, the team was
converted to a "cultural awareness team" and expanded from its originalT0 member size

to 256 employees, globally. In this unique model, the team was charged with monitoring
and improving the culture of the newly consolidated company by engaging

fellow

employees in monthly webinars or webex events. Members were assigned multiple

"culture partners" and during private, or team discussions, nearly every subject was open

for debate. The team routinely responds to questions and criticisms involving pay,
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benefits, company policies and post integration concerns. The interviewee noted the

powerful potential for collaboration and company-wide improvement that will occur as a
result of the team's formation. At the time of the interview the participant was unsure

of

the newly formed team's communication protocol with upper management, but the

individual emphasized the autonomy given to the team and the positive reputation the
team has within the company.

Use of

Internal Social Media

Nearly all of the respondents, including those who viewed their merger not to

be

successful, discussed their company's use of a web-porlal or website to capture employee

feedback. This technology was used most often to send in questions to the CEO or to the
appropriate integration team for discussion in the town hall meetings. Generally, the web

portals and dedicated merger websites were used to address human resource questions
and to house other frequently asked questions (FAQs).

One company pro-actively managed much of the merger process through its company
intranet, using specific "team spots" that corresponded to recorded video messages from
the CEO. Clicking on the appropriate link allowed a team member to access the team's
business objectives, merger-specific duties and social responsibility protocols. The CEO

video imbedded in these "spots" supported the content of each team's link and was
updated on a regular basis as the merger progressed. This interviewee was
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enthusiastic about the progressive use of social media within the company, and felt this
strategy was responsible for the high degree of confidence workers placed in their leader.

Among three of the four mergers judged not to be successful by the interviewees, the web

portal or company merger website was the most sophisticated delivery method utilized
during the merger. These individuals had no exposure to town hall meetings, integration
teams or employee panels. Nearly all of their information was garnered through email

"blasts" or word of mouth.

A Unique Leadership Moment
One interviewee shared a very empowering experience with the investigator in the course

of describing his work situation. The participant was assigned tasking related to Y2K
concerns

in 1999. While being acquired by another company, the participant's

manager

was reassigned geographically, but still retained the responsibility for the interviewee's
department

in Minnesota. Not surprisingly, a leadership vacuum quickly developed.

This individual formed a partnership with a fellow employee, and they began to lead their

rudderless group through the merger process

on their own, as well as to

take

responsibility for the operations and results in their own section. The individual and his
partner were never formally recognized, but the former MAL student did receive some
acknowledgement from coworkers.
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Turning problems into opporlunities and proactively managing tricky situations are
leadership skills sometimes developed by necessity, as in the example above. Critical

thinking skills in an environment charged with ambiguity proved to be the key guidance
this MAL student and his partner relied on during this crucial period.
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Conclusions

Communication, in its many forms, is the common tluead among those individuals
interviewed for this project. I.Jearly all the participants are members of middle
management or below and are far removed on the organization chart from the decision
makers who direct the merger or acquisition. The greater the distance from the leader,
the more aggressively managed the communication process must be to ensure employees
are kept informed. As the employees are not controlling the merger themselves, frequent
and precise direction from the leaders enable followers to build confidence and

ownership in the merger process.

The interviewees responded in the greatest frequency to the use of "town-hall" style
meetings for good reason; they were given clear guidance and received a level
reassurance by their leaders no other form of communication could

of

offer. Viewing the

body language and other mannerisms of their leaders, while these leaders were fielding
sensitive questions from the audience, gave the interviewees a valuable opportunity to
evaluate the honesty and integrity of the people directing the merger. When coupled with
an employee panel, the "town

hall" was uniquely powerful in its ability to deliver

information in context to disparate groups within a single meeting. Astute leaders
leveraged this dynamic by providing monthly updates, via video links, which created a
sense of

stability around the merger.
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While the "town hall" may have been a view into an Oval Office of sorts, the integration
teams took on the real work of dealing with all the constituents. The interviewees

reflected very positively on their leaders' decision to staff these teams with fellow
employees who possessed the expertise and enthusiasm required to drive the best
practices effort. It was the progress of these teams, both on the technical and cultural

fronts, which provided much of the substance in later "town hall" meetings. Capturing
the successes these teams delivered enabled many of the CEOs to share unique stories
collected at all levels of the company, further enhancing employee ownership in the
merger process.

The CEOs who embraced the use of social media as the third element in their

corlmunications strategy were held in high regard by the interviewees. Not only were
the leaders viewed as progressive, but the interviewees felt as though the leaders were

taking them seriously by acknowledging this rapidly expanding medium. In addition, the
larger companies relied on their company intranet and use of webex and webinar formats

for keeping employees informed around the world. Dedicated merger websites or web
portals were also used effectively for employees to update themselves on changing social
media protocols and, most important, to remain aware of changing business objectives or

merger-specific duties. The utilization of these four elements, the "town hall" meeting,
merger-integration teams, social media and the leveraging of the company's intranet, are
essential to ensuring the success of a consolidation.
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Finally, a leader's job is to lead change. There is no shortage of change in

a merger

situation. The customers will feel the change, the vendors will feel the change, even the
stockholders

will feel the change, but no one feels the change

as acutely as the

employees. The leaders who attack the cultural and people issues up front with the same
fervor as they give the financials, produce a consolidation worthy of their employees.
The leader's overt, demonstrable commitment to ensuring the success of the merger
empowers all employees to engage their talents at every level. Only this sense of unified

commitment, from the supervisory level to the top, captures the willingness of followers
to give their very best.
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Appendix

A:

Interview Consent Communication

The Identification of Leadership Strategies among Leaders of Successful Mergers or
Acquisitions
You are invited to participate in a research study investigating the strategies used by
leaders in successful mergers and acquisitions. You have been selected because of your
parlicipation in the Augsburg Master of Arts in Leadership program and because of your
first-hand merger or acquisition experience that has been deemed appropriate for this
study. Please read this form and ask any questions you may have before agreeing to
participate in this interview.
This study is being conducted by Andy Luce as part of the degree requirements for
obtaining a Masters Degree in Leadership at Augsburg College and in cooperation with
the MAL program at Augsburg at which I am currently a student. My advisor is Norma
Noonan, Ph. D., Professor of Political Science.
PROCEDURES

If you agree to be in this study, I will ask you to parlicipate in one 40-60 n:rinute
interview. If granted permission I will audiotape the interview and the consenting
process.

zuSKS AND BENEFITS OF PARTICIPATING IN THIS STUDY
The risks to participation are the following: very slight risk of invasion of privacy due to
limited number of interviews (small sample size). The direct benefits are a $25 gift card
to Target, which will be given as a thank you gift for completing the interview. Indirect
benefits are: The data collected from the interviews will contribute to the knowledge
base in the MAL program at Augsburg concerning leader behavior during mergers and
acquisitions.

CONFIDENTIALITY
The records of this study will be kept confidential, unless required by law. The results
be disseminated in a final paper and presented to the faculty of the MAL program at
Augsburg College. The paper will be placed in the Lindell Library. The results also may
be published in a professional journal or at local, regional, national, or international
conferences via a poster or oral presentation. In any publication or conference
presentation, I will not include any information that will make it possible to identify you.
Direct quotes may be used, but a pseudonym rather than your actual name will be used.
Pseudonyms will also be used for company names. All other identifying information will
be changed to protect your identity. Despite these precautions, absolute anonymity
cannot be guaranteed due to the small number to be interviewed. I will be transcribing

will
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the audio recordings. Transcriptions and audio recordings will be kept in a locked file
and only my advisor and I will have access to them. The audio recordings will be
destroyed no later than October 1, 2015.

VOLLNTARY NATURE OF THE STUDY
Your decision about whether or not to parlicipate in this study will not affect your current
or future relations with Augsburg College, the researcher (Andy Luce), or the MAL
program. If you decide to participate, you are free to skip questions in the interview or
withdraw at any time without affecting those relationships.
CONTACTS AND QUESTIONS
You may ask any questions you have now. If you have questions later, you may contact
me, Andy Luce, at 612-597-5787 or luce@augqburg.edu. You may also contact my
advisor, Dr. Norma Noonan, at 612-330-1 198 or noonan@,augsburg.edlr. If you have
questions about your rights as a research subject or want to discuss problems/complaints
about this research project, send an email to: IRB@,au burg.edu.
You will be given a copy of this form for your records.

STATEMENT OF CONSENT
I have read the above information or have had it read to me. I have received answers to
questions asked. I consent to participate in the study.
Subj ect Printed Name

Subject

Date

S

Investigator Printed I'Jame
Signature of investi

Date

I consent to be audio-taped
Subject

I consent to allow
Subj ect

Date

use of my direct quotations
Date
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Appendix

B: Interview Questions

The Identification of Leadership Strategies among Leaders of Successful Mergers or
Acquisitions
1

.

2.

Please describe how you

first learned of the merger or acquisition.

Please describe your leader's vision or strategy for guiding your company or
organization through the merger. How was the merger justified to you?

3. What leader actions were visible to you as an employee? In other words, was it
obvious to you what the leaders were doing, in terms of merger execution,
during this time of transition? Did you have confidence you were being led in
the right direction?

4,

What leader objectives were comrrrunicated to you? What, if any, "milestones"
were given to you, to track the progress of the merger or acquisition? Were
"transition" teams used to address each objective? If so, please tell me how
they worked- were they effective?

5. Please describe your supervisor's or direct report's response to the merger.
Were they coaching you through this period in a helpful way? Did they "bry
in" to the consolidation early on?

6.

How did your leaders handle the differences in corporate culture? For example,
were the "best practices" of each organization adopted? How were geographic
cultural differences reconciled?

7.

Please describe the communication that occurred throughout the

merger. Was

a

formal feedback protocol established? If so, how did it work?

B.

Please describe your leader's strategy for handling overlapping or duplication of
job responsibilities. What offers were made for minimizing layoffs? What
strategy was used to reconcile differences in paylbenefits?

9.

What guidance was in place to help you rectify differences in policy/procedures
that might arise?

10. Please give me your overail impression of the merger. If you were the leader of
the company or organrzation, what would you have done differently? What else
would you like to share with me or feel that I shouid know?
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Appendix C: Recruitment Email

The Identification of Leadership Strategies among Leaders of Successful Mergers or
Acquisitions

Dear MAL students and alumni:
One of our

MAL

students, Andy Luce, is working on his final project, apaper dealing

with the complexities of leadership during a merger or acquisition.

Andy is interested in interviewing anyone who has experienced

a merger

or acquisition in

either the for-profit or non-profit sectors. The interview will last from 40-60 minutes and
focus on leader strategies and behaviors that you may have noticed during your

experience. A $25 Target gift card will be offered as a thank you gift for participating in
the interview.

Please contact Andy directly

if you would

experiences. His email address

be

willing to talk with him about your

is: andyjulielO@msn.com

Sincerely,

Patty Park, MAL and Nursing Programs Coordinator

Augsnurg t*urtego
Lindell Library
MinneaPolis, MN 55454

